Introduction
In the summer of 1999, Denis Hughes, president of the New York State AFL-CIO, and Al Davidoff, NYS director for the national AFL-CIO, conducted a nine-city "listening tour" to confer with local union leaders and to learn more about the activities of the thirty-one central labor councils scattered across the state. The tour was part of a larger effort to develop a strategic plan for the state federation. In one small city, Hughes and Davidoff met with a long-time CLC president and asked him what he regarded as his central labor council's greatest accomplishment during the past year. "Establishing a 'labor hole' at a local charity's miniature golf tournament," the CLC president responded.
That may have been one of the first clear indications that changes in the structure and function of New York State's central labor bodies might be necessary. 1 The listening tour was the first decisive step in New York State's New Alliance initiative, a national AFL-CIO program that eventually consolidated 25 central labor councils into five large area labor federations. This article describes the origins of the New Alliance, the nature of the restructuring process, the ways in which the capacity of local labor movements was expanded, the programmatic work the restructured central bodies have undertaken in the last five years, and the impact of the national split on local and regional central bodies across New York State.
After 1995, when John Sweeney was elected AFL-CIO president in the first contested election in recent federation history, his administration injected new hope and energy into what many observers considered to be a moribund movement. Sweeney's team was determined to grow the ranks of organized labor, strengthen its political voice, and help spark a progressive movement. Capable staff were recruited to devise and implement new programs for organizing, mobilization, and politics.
A key aspect of Sweeney's efforts to revitalize the labor movement was the transformation of the old Department of Field Services into a dynamic Field Mobilization Department. Headed by Marilyn Sneiderman, the newly rejuvenated department was charged with building the capacity of local labor movements and driving federation activities where they mattered most: in the field. A series of new initiatives were rolled out, including Union Cities, which was designed to enhance the effectiveness and elevate the programmatic work of central labor councils in targeted cities. These new initiatives were promoted by progressive CLC leaders in the field, like San Jose's Amy Dean and The story of the New Alliance restructuring in New York State is a positive one.
The work of New York's local and regional labor movements is considerably more advanced and effective now than it was before restructuring. At the same time, that work is still in its formative stages; there is much more that can and needs to be done to build labor's regional power throughout NYS. With the help of its CLC Advisory Committee, the national AFL-CIO has devised a model for building central labor bodies that guides them through four stages of organizational development: reacting, mobilizing, powerbuilding, and agenda-driving. 4 The New York State experience illuminates the meaning of these stages in the real world. Through the New Alliance initiative, central labor bodies in NYS have moved beyond reacting and have been mobilizing more effectively than ever before, especially in their political work. In many places, they have begun to enter the power-building phase. In the coming period, the challenge central labor bodies face is to build enough power that they proactively shape and drive a region's agenda.
It should be noted that the split in the labor movement at the national level has disrupted good work at the regional and local levels, distracted leaders from moving that work through the power-building stage toward agenda-driving, and generated frustration and resentment among local and regional leaders whose patience with national leaders appears to be wearing thin.
Restructuring
The 1999 "listening tour" was eye-opening for President Hughes, State Director
Davidoff, and the labor leaders to whom they reported their findings. In general, they discovered that most of New York State's 31 central labor councils were seriously underfunded, understaffed, under-affiliated and underperforming. Most CLCs had part-time officers, many of whom were not even full-time officials in their own unions. These officers were often volunteers who continued to work at their regular jobs while attempting to "lead" the central body. The New Alliance consensus was somewhat tenuous because some central body leaders, especially those whose power and prerogatives would be diminished through restructuring, resented and resisted the New Alliance process. This was generally more common in regions with larger cities that housed stronger CLCs, like Albany, Syracuse, and Rochester, and less common in regions like the Hudson Valley that lacked a dominant city-based CLC and where local union leaders seemed to be more easily won over to the New Alliance vision. 13 In some cases, skeptical and defiant local CLC officers contacted the statewide leaders of the affiliate to which they belonged, criticizing and complaining about the restructuring. Many of these statewide leaders served on the New Alliance Drafting Committee President Hughes had convened. Unfortunately, their strong support, which was essential for the restructuring process, could not be assumed. 
Capacity Building
There are three basic ways that restructuring enhanced the capacity of local labor movements. First, New Alliance helped install and engage active and influential leaders in the newly created area labor federations. Second, it enabled central bodies to hire more highly functional full-time staff. Third, restructuring generated a sufficient financial base from increased per capita dues and expanded affiliations to build additional organizational capacity and support more advanced programmatic work.
First, enlisting more active and influential leaders in the affairs of area labor federations was essential to success. In all they newly created ALFs, presidents and executive boards were initially appointed and eventually elected to provide overall strategic direction, speak publicly for the local labor movement, and to manage sometimes complex area federation politics.
Unlike most of the sitting CLC presidents, newly installed ALF officers were all full-time union officials who devoted a significant amount of their time to building the local labor movement. The contributions of key local leaders were not confined to their service as ALF officers. The ALF executive boards gradually managed to engage leaders of most major affiliates operating in the area labor federation's jurisdiction, some of whom -incredibly -didn't even know one another and many of whom had previously regarded CLCs as irrelevant, and thus ignored them. increase its membership to about 120,000 by adding over 20,000 teachers and benefiting from CSEA's increasing its affiliation from 3,000 to 30,000.
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As the financial base and staff capacity of the area labor federations were expanded, they were gradually transformed into more highly functional central bodies.
The central bodies devised formal strategic work plans so affiliate leaders understood how resources would be spent and staff deployed. This process was critically important in persuading key leaders of major affiliates to become engaged, to further increase their union's affiliation rates, and to lend their political clout and credibility to the area labor federations. 
Programmatic Work
Every restructured area labor federation has utilized its enhanced capacity to engage in programmatic work that has begun to build the power of its local labor movement. This is also true for the Long Island Federation of Labor, which was not restructured through the New Alliance process, but was eventually strengthened over time in accordance with the principles that guided New Alliance. In general, this process has represented a qualitative change in central body activity and strategic direction. But today ALF leaders are quick to point out that as impressive as these changes have been, they represent only small steps in the right direction and that much more needs to be done By demonstrating their political power in important elections well before November, 2006, area labor federations were able to make demands on elected leaders and to enter policy arenas from which labor leaders had been largely excluded. This greater involvement and higher profile in public policy represented an important step in the direction of what some leaders call "regional power building." In most areas, labor leaders had not just been excluded from the regional power structure, they had been only minimally conscious that the "governing regime" was not just confined to elected officials and public administrators. Rather, in most regions of the state, government leaders joined with private power brokers in formal and informal networks to determine public policies and economic strategies that served a corporate agenda. Playing a more decisive electoral role presented union leaders with a new opportunity: they could begin to challenge how the dominant regime governed and promote a countervailing political and economic agenda that would serve working communities rather than corporate elites.
That is precisely what area labor federations began to do across the state, although not uniformly. For example, in Ulster County, after flipping the county legislature, the Hudson Valley Area Labor Federation (HVALF) turned its attention to the Industrial Development Agency (IDA), a quasi-public body that makes consequential decisions about how public money and tax abatements are used to stimulate the local economy.
The HVALF helped pass a non-binding resolution supporting the inclusion of prevailing wage language in the IDA's standards. Applying such standards to IDA-supported construction would require contractors performing work on those projects to pay local prevailing wages. Before the area labor federation had demonstrated its ability to impact local electoral races, the IDA had soundly rejected a similar prevailing wage resolution.
After the Hudson Valley Area Labor Federation flexed its political muscle through two electoral cycles, it won formal labor representation on the IDA when Jen Fuentes, a fulltime HVALF staff person was appointed to serve on the board. Thereafter, the 27-member Industrial Development Agency -whose members are appointed by the county legislature -not only passed the ALF-sponsored prevailing wage resolution unanimously, it established a community benefits matrix that rated companies seeking IDA tax abatements and helped protect both construction and non-construction workers from unscrupulous employers. Because the matrix also rewarded environmentally-friendly enterprises, this initiative strengthened the labor movement's relationship with other constituency groups, including environmentalists. In Sullivan County, the area labor federation successfully altered the composition of the county legislature and used its political influence to good effect when the state sought local approval for an Indian gaming initiative. Before the legislature endorsed the gaming proposal, a commitment was secured for both a project labor agreement on casino construction and card check recognition for casino employees. counties, and it was the area labor federation's growing political might that enabled it to become a public policy player in Ulster and Sullivan.
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Throughout the state, local labor leaders followed the same strategy deployed in the Hudson Valley: they used their area labor federation's electoral success as a platform to step into regional economic development and public policy. For example, after flipping the Westchester County Legislature, the central labor body there helped pass a county-wide living wage ordinance and is now working on progressive IDA reform legislation.
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On Long Island, the labor federation followed its electoral successes by helping to pass a living wage bill in Nassau County and the nation's first Fair Share for Health Care legislation in Suffolk County.
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In Buffalo, the Western New York Area Labor Federation will likely supplant the Economic Development Group as the key regional body promoting a progressive social infrastructure and a high road economy.
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In Schenectady, NY, where the Capital District ALF helped win the mayoralty, city council and county legislature, a labor representative was finally appointed to the Metroplex Board, an important regional economic development agency. Prodded by its new member from the local labor movement, the board mandated that any and all construction it supported would be done under the terms of a project labor agreement that ensured the employment of union members. There are other similar examples from every region of the state. These all represent small but important steps in building the labor movement's regional power and positioning union leaders to help shape the public policies and economic strategies that will determine the quality of life working families enjoy. But to effectively move through the power building stage of organizational development toward agenda driving, the state's central labor bodies will also have to become more effective in growing the labor movement and more adept at building labor-community coalitions.
Building the capacity of area labor federations enabled them to provide more decisive labor and community support for affiliate contract and organizing campaigns. As leveraging the building trades' relationship with the hospital -sent a message to the hospital administration that helped SEIU win the organizing campaign. When SEIU sought to negotiate its first collective bargaining agreement with the hospital, the building trades were prepared to mobilize their members for a solidarity rally, but that turned out to be unnecessary when the employer signed a union contract. Tim Riley would be the first to say that these were merely incremental steps in the right direction. Washington, D.C. that would be hard to do," she recalls. "But it turned out we were wrong. It put us in a position to champion an issue that many in our community cared deeply about. And, we were able to challenge the labor movement and improve our relationships with the larger community. Those relationships have lasted and
progressed." The ALF began its IWFR work with a process of discussion and education within the labor movement. According to Wells, it was difficult to achieve consensus on any particular policy issues given the diverse perspectives of ALF affiliates. But We all broke into tears." Every coalition partner had an opportunity to address the gathering and then the crowd marched with the immigrant workers from the park to a local church where the local religious community provided abundant food and a Latin DJ entertained the dancing throngs. The event achieved widespread media coverage and generated enormous good will between the labor movement and community allies. 
Impact of National Split
Throughout New York State, the national split has disrupted local labor movements, distracted local leaders from the good work they have been doing, and Labor Council, the treasurer, Ida Torres, is from RWDSU-UFCW.
Several months after the Chicago AFL-CIO Convention, the initial chaos and concern that many felt finally settled down with the agreement to allow Change to Win unions to maintain their membership in state and local bodies through Solidarity
Charters. When another conflict at the national level erupted following UFW's disaffiliation from the AFL-CIO, these Solidarity Charters threatened to unravel.
Nevertheless, most local leaders want to continue to work together where they can and many feel prepared to do that regardless of the apparent inability of national leaders to negotiate arrangements that are acceptable on national level.
Conclusion
The New Alliance restructuring has helped to build more functional central bodies with the resources and capacity to pursue meaningful programmatic work and to move toward a regional power-building and agenda-driving orientation. Positive steps in a good direction have been taken, although they are generally small and incremental. It remains to be seen whether these steps are sufficient to help affiliates overcome the "free market trade unionism" that characterizes their current practice. But the restructured and revitalized area labor federations and central labor councils provide the only viable venues where affiliate leaders can come together to develop strategies that transcend the narrow interests of their own individual unions and serve the broader interests of the larger community. Whether the split in the national movement will continue to distract local leaders and divert them from a path toward regional power building also remains to be seen. If national leaders can't reach some accommodation, the likelihood is that they will become less and less relevant to local leaders who seem to be committed to maintaining unity and hopefully doing something progressive with that unity.
